This article describes a unique career ladder model for library support staff. Major components include a promotion in place opportunity based on specified achievement levels, competencies, cross training, and measurable evaluation. The authors discuss the background, development, and program description of the career ladder model.
INTRODUCTION
New trends such as the move to a single service point, institutional repositories, evidence based medicine, the digital library, and social networking challenge libraries to remain relevant to their users. These trends have a common theme: change. Business as usual for most libraries is a thing of the past. 1 Such trends also affect the role that librarians and support staff play. At a recent Medical Library Association conference, for example, participants spent considerable time discussing how library professionals must become more in touch with the needs of their institutions and become integrated into their education, research and service missions. Coinciding with the trends and changes impacting libraries in general, and in an attempt to create a planned, proactive response, the Lamar Soutter Library embarked on a year long strategic planning process in which all staff participated. Not surprisingly, one of the major themes that emerged was that support staff wanted a way to develop and grow into their newly defined jobs.
Support staff had no way to advance in the current personnel system. Since staff were taking on more responsibility with higher level duties, then adequate training and compensation were needed.
The Management Team addressed the concerns that staff expressed as part of the strategic planning process by developing a new model for defining, training, and promoting support staff.
Managers described the initial problem in terms of a set of questions: Although this model worked well for many years, changes in technology, the shift from print to electronic resources, and budget constraints eventually caused the library to reexamine, redistribute and even eliminate some functions and services.
Prior to the career ladder program described below, library support staff job descriptions were assigned a numeric grade (e.g. 12, 13 … 16) following the UMMS human resources classification system. The grade determined the compensation scale for that position. There were two problems with this system. First, non-technical services staff job descriptions were graded traditionally lower than those in technical services. As staff in all areas of the library became more dependent on technology to perform their jobs, grading staff differently because of the unit they worked in became irrelevant. Secondly, supervisors' only means of promoting high achievers (moving them to a higher pay grade) was to change the wording of the job description and create another job. Supervisors constantly tweaked the wording of positions -making them more "specialized" until the tweaking would be enough to upgrade the job -thus giving the employee a "back door" promotion. The result was that the library became full of specialized support staff positions which were in some cases graded differently, seemingly for arbitrary reasons. The notion of pay for performance became blurred, and tightly defined job descriptions limited the ability of managers to cross train and redistribute staff from one area of the library to another.
LITERATURE REVIEW
The library literature sorely lacks materials that address the changing roles of support staff in the In 1989, Library Journal defined the support staff issue as "the" issue of the nineties, saying, "
Library support of development opportunities for all staff at all levels will be the fundamental issue of the coming decade." 5 As stated in Library Personnel News, as early as 1995 support staff were taking on the roles of librarians but not necessarily being compensated. In short, support staff are getting more responsibility but not more money. 6 In the 1998 Library Journal, Anne Woodsworth discusses the plight of library assistants and concluded, "The biggest problem of all is that there is virtually no career path for an LA." "We need to stop ignoring our support staff; instead we need to train them, we need to recognize them." Some of the major issues discussed and determined to be necessary at the congress were certification, career ladders, and pay equity. The need for training is recognized, combined with the next step -recognition -the first step toward advancement. 9 On a local level, members of the The timing of promotion via the Levels Program, however, is not tied to the yearly review.
When an employee achieves the promotion criteria set by the Levels Program, he is recommended for promotion by the supervisor regardless of where we are in the annual review cycle. The promotion and subsequent raise in pay is in addition to any compensation previously realized via merit raise.
A definition for, and a description of, each of the Levels Program components follows, along with a description of the promotion and evaluation methods aspects of the program. Frameworks are the tasks or duties within each achievement stage. Frameworks concretely illustrate a staff members' ability to demonstrate that he/she has reached either developing, accomplished or mastery of their assigned area of responsibility. Each framework has an objective measure of evaluation of success assigned to it. Figure 3 depicts an example of one framework and its evaluation criteria.* Evaluation methods: How do managers ascertain that frameworks have been met and that staff are ready to be promoted? The program includes six evaluation methods: case study, observation, written assessment, role playing, self evaluation and customer evaluation. In addition to objective criteria for evaluation of frameworks, one or more of these methods is used to certify that a support staff member has achieved the appropriate stage and therefore, is ready to apply for promotion. Managers meet with support staff on a regular basis to track their progress via one of these evaluation methods and record accomplishments in a portfolio binder.
The portfolio is actually a table of frameworks -duties and tasks -for each area of responsibility.
An individual's portfolio will contain tables for all areas, although the person may be concentrating on only one or two areas. Next to the frameworks is a column for date of certification, where the manager dates and initials that the individual has accomplished a particular framework. The portfolio enables the manager and the staff member to see a snapshot of where a person is in the training process at any time and how close an individual is to qualifying for promotion. Portfolios are tracked electronically, but can be placed in a binder for the individual's own use. Evaluation is identical for each person for any one framework. The idea is to have objective evaluations that can be repeated for each staff member. Evaluation is done individually, although training may be done individually or in groups.
APPROVAL PROCESS
There were three major players for whom approval was necessary before the library's career Once administrative approval was expected, the authors approached Human Resources (HR).
Human Resource approval was necessary because, as previously mentioned, UMASS Medical School operates on a grading system, and whatever plan the library instituted had to fit into that grading system. Although HR responded positively to the concept of a career ladder program for support staff, HR staff were not initially convinced that library support staff performed duties more complex than those of clerical assistants working elsewhere in the medical school. The compensation data along with the new job descriptions eventually convinced them. As a result of HR's buy-in, the new grades and corresponding job descriptions were accepted, and most staff received raises as the program was implemented.
Although Union approval was not technically needed to move ahead with this program, the authors knew their support would be invaluable to the success of the program. However, the managers did not want the union to dictate the details of the program. The initial meeting with the union gave the authors a chance to present the outline of the program along with the benefits of the program to their members. Subsequent meetings gave the union a chance to give feedback about any concerns. One of the union representatives was a member of LSL's support staff.
Having a member of the LSL staff on the union team was an advantage as the managers felt that if we could get his support, he could influence other support staff.
Approvals did not come after only one meeting with each of these groups. Throughout the process, the authors met several times with representatives from each group, bringing more detailed information each time. The meetings with these parties were concurrent not linear.
Each of the groups immediately recognized the intrinsic value of a career ladder program for support staff. After a year long process we had approvals in place from Administration and Human Resources, and we had the full support of the Union.
CONCLUSION
The development of a career ladder program for support staff in academic health sciences libraries is not an easy task. There are many hurdles to over come such as the role definition of high level clerical work in a library, the need for higher minimum educational qualifications for new recruits, and the development of strong, quantitative evaluation frameworks and methods for measuring successful completion of tasks. Earlier career ladder models that were reported in the literature lacked objective evaluation methods for determining staff progress and focused staff training on developing department specific knowledge and skills. The LSL, building on these models, instituted a comprehensive, pay for performance, career ladder program that is unique with its emphasis on formal cross functional training and six objective evaluation methods.
Currently the program is being considered by the HR department and the Union as a possible model to be adapted to other units throughout the medical school.
To date, all library support staff are part of the Levels Program, and two of them are almost Needs minimal direction; some guidance; trains others in basic processes.
Develops own work plan; can manage departmental operations of an AR
Leadership and Initiative
Team member; performs duties effectively.
Makes positive contributions; takes initiative. Proactive; demonstrating leadership.
Critical Thinking and Problem Solving
Refers problems to supervisor. Takes initiative to schedule meetings with supervisor.
Contributes to problem resolution. Brings problem to supervisor with possible solutions.
Resolves and implements solutions independently.
Distinctive

Knowledge and Skills
Performs basic duties successfully.
Performs higher level duties successfully. Adapts to change; updates knowledge of librarianship and information technology; demonstrates consistent application of new knowledge and skills to achieve efficiency and improve service. (i.e., Suggests improvements in workflow.)
Proactively acquires and applies special knowledge to meet library needs (cross functionally); has broader library picture in mind; frequently consulted by others to provide training, troubleshooting or documentation.
Commitment to Service and Community
Demonstrates ability to address internal and external customer needs with high standards of service excellence within the operational area. Beginning to establish effective relationships within the institution's community.
Demonstrates ability to address internal and external customer needs with high standards of service excellence, matching customer needs with resources throughout the library. Establishes effective relationships within the institution's community.
Represents and promotes the library. 
